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问题，从内部供应链管理 核心的计划流程着手，构思 A 公司的内部供应
链管理模式，同时对内部供应链的运作提出了绩效考核的关键指标，希望
通过模式的创新，提升 A 公司的内部供应链管理水平。全文共分三章，第
一章介绍 A 公司及其所在行业的特点和趋势。第二章是对导致 A 公司和同
行的业绩滑坡、财务指标恶化的外部因素做出重点的分析，由此导引出内


































Company A is a major consumer electronic manufacturer in China，its 
profit used to be the best in the industry. Along with the situation of more 
mature domestic market and much fierce competition in the industry，the days 
has gone when it could earn high profit simply by grasping market opportunities. 
The business performance of company A and its counterparts has decreased 
dramatically in the past year—an obvious evidence is the rapid increasing 
excess inventory. The problem company A is facing is how to create new 
business model，cultivate its unique differentiation，so as to acquire stable profit 
and eventually become winner in the competition. Such differentiation could be 
created by improving the management model of internal supply chain and 
collaborating the internal supply chain. By utilizing his long term experience in 
the industry and the theory of supply chain management，the author of this 
article has put forward specific range and direction to the improvement of 
internal supply chain management model for company A. 
Starting from the situation of industry competition of company A，this 
article has analyzed the problems of its internal supply chain，and created the 
internal supply chain management model for company A from the most basic 
part—planning process. Meanwhile ， the article also put forward key 
performance index to the operation of internal supply chain，in the hope of 
upgrade internal supply chain management through model innovation. This 
article consists of 3 chapters：Chapter 1 introduces company A and the 
characteristics and trend of its industry. Chapter 2 analyzes the external sectors 
that have caused bad business performance and financial index to company A 
and its counterparts，and draws the conclusion that internal supply chain 
management is very important to raise the competency of company A. 













situation of company A，the major problems and their causes. Base on the theory 
of supply chain management，Chapter 3 has set up the target to the internal 
supply chain management from the perspective of matching operation model 
with management model，that is，to achieve the target of collaboration through 
such management means as process revolution and organization structure 
reconstruction. This chapter also presents the key performance index to the 
internal supply chain organization as well as improvement methods to optimize 
the management process of internal supply chain in the future. 
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① 摘自（美）迈克尔·波特（Micheal E·Porter）：《什么是战略》，哈佛商业评论 2004 年 1 月号。 

































































































第一章  A 公司概况及其所处行业环境 
在研究 A 公司的供应链管理模式之前，我们先对 A 公司的发展历程作
简单介绍，并对 A公司主营业务所处的行业环境作简单说明，目的是了解 A
公司的经营模式，便于研究 A公司的供应链管理模式。 
第一节  A 公司概况 
A 公司于 20 世纪 80 年代初成立，20 世纪 90 年代末上市，建厂初期，
是以生产加工贸易形式，制造和销售一些国际知名品牌的电子产品。日韩
的知名品牌电子产品，几乎都与 A 公司有过此类的合作。这段历程为 A 公
司在日后的自有品牌运作打下了很好的运营基础，尤其是生产和销售管理，
培养了一批具有国际制造经验的管理人才，建立了与国际大企业接轨的管












electronics)和 IT(computer)产品 3C 融合的经营体方向发展。 
                                                        
① 由于 A公司是一家上市公司，2004 年报在本论文完稿时尚未正式披露，所以本文中所有数据只收
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主营业务收入  46,391  29,942  23,445  46,856  151,201  120,929  99,348  98,826  448,670  681,714  537,743 
1994 1995 1996 1997 1998 1999 2000 2001 2002 2003 2004
 








































软件 SAP R/3 系统
②
，并选择了具
有丰富的 ERP 实施经验的 IBM 顾问团队，组建了项目工作组，重新搭建公








的 ERP 系统核心支持团队。 








                                                        
① Enterprise Resource Planning 即企业资源计划。 
② 一家德国的大型 ERP 软件公司。 












































 低                营销成本                  高 
资料来源：引用（美）哈佛商学院 鲁克瓦休（Luc Wathieu）教授：《市场营销》，厦门大学 2002EMBA
课程资料。 
                                                        
① 参见国际金融报记者高剑巍：《国产手机提前占领半壁江山 小企业面临淘汰》，



























量比 2003 年增长 16.3 个百分点达到 6500 万部。国外品牌仅
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